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CHAPTER I
INTRODUCTION
The evolution of the principal has indeed been unique.
From a humble beginning as teacher, disciplinarian, supervisor, and clerk, he has emerged a modern administrator.
This can be attributed to the rapid growth of school population
and, consequently, the rapid growth of administrative duties.
The responsibilities of the school have changed with the
increasing demands being made on education.

The one room

school or the small country school operated by a "head teacher"
and a small staff can no longer meet the needs of our society;
administrative demands must be met by skilled supervisory and
administrative practices within the framework of modern education.

I.

PURPOSE OF THE STUDY

This study intended to determine the practices of
supervision from 1930 to the present time, survey these practices of supervision, and report the changes.

II.

LIMITATIONS OF THE STUDY

The many supervisory duties of the principal would
constitute more than the writer could cover within this
paper; therefore, the writer will limit this paper to
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1.

Planning the program of supervision,

2.

Classroom visitation, and

3.

Evaluation of the supervisory visitation.

CHAPTER II
PLANNING THE PROGRAM OF SUPERVISION
I.

ESTABLISHING TIME FOR SUPERVISION

Many duties are delegated to the principal of a
school.

These duties create great demands upon his time.

The

principal realizes that a planned program of activities is
necessary if he is to function as the administrative and
supervisory leader of his school.

II •

A PLANNED PROGRAM

The Eighth Yearbook of the Department of Superintendents (1930) listed five reasons which may account for the
infrequence of a planned program:
1.

The concept of supervision as the improvement of
instruction is relatively new; the concept of
supervision as inspection still persists.

2.

Many supervisors are inadequately trained for
their work.

3.

The press of administrative and clerical duties
prevents proper attention to planning a comprehensive program.

4.

The duties and functions of the superintendent,
the principal, and other supervisors have not
been clearly allocated and thus hinder the development of a planned comprehensive program.

5.

The heterogeneity of the teaching corps makes
planning difficult.
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It is the duty of the principal to think through the
program and needs of his school.

He must select and place

emphasis on those items particularly in need of attention.
"Such a program focuses the professional activities on achievement of educational objectives" (6:494).
A planned program of supervision will be part of the
total program.

The principal must utilize his time effectively.

His program must be so established that he will have definite
times to do the prescribed duties of his office.

A weekly

program of time distribution may be similar to the one given
by Stone.

A sample schedule is shown in Appendix A.

Supervision in 1930 was characterized by specific lists
of activities peculiar to the job-analysis era.

Such a list

of supervisory activities was given by Kyte in 1930:
Supervision:

A.

B.

Of classroom management
1. Suggests how to improve discipline
2. Assists teachers with daily program
3. Suggests how to organize routine work
4. Inspects and recommends changes in the
physical equipment of the room
Of classroom teaching
1. Gives counsel and aid to teachers
2. Discusses general methods of teaching
3. Discusses special methods of teaching
4. Suggest how to conduct various types of lessons
5. Gives demonstration lessons, upon request
6. Suggests how to adapt methods to individual
differences
7. Suggests how to improve study habits
8. Suggests how to improve lesson plans
9. Suggests remedial work for weak pupils
10. Suggests how to improve pupils attitudes
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11.
12.
13.

Sends teachers mimeographed lesson plans
Trains and directs teachers in the use of texts
Gives special attention to.new and substitute
teachers

C.

Through classroom visitation
1. Visits teachers at work as often as possible
2. Encourages teachers to invite visitation

D.

Of pupil adjustment
1. Interviews pupils
2. Studies home conditions of pupils
3. Examines and grade-places pupils
4. Demotes and adjusts pupils
5. Makes special promotions

E.

By means of cooperative efforts
1. Cooperates with supervisors
2. Advises and assists in collecting teaching
material
3. Directs testing and measuring
4. Consults with parents regarding pupils work

F.

Of teachers' professional study and improvement
1. Encourages initiative among teachers
2. Organizes experimental work to test texts
and methods
3. Holds monthly teachers' meetings
4. Sends teachers to visit others at work
5. Presents model lesson at teachers meetings
6. Sends reading and self-help lists to teachers
7. Holds office hours for teachers needing help
8. Holds conferences with teachers following visits
9. Encourages professional organizations

G.

Through curriculum work
1. Aids in curriculum work
2. Seeks articulation of subject matter
3. Adapts curriculum to various groups of pupils
(7:85-86)

Time distribution studies of elementary principals
show that percentage of time devoted to supervision varied
from 15 to 36 per cent of the school day, while 16 to 56 per
cent was devoted to administration.

The time allocated in
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this 1948 study shows the actual and ideal time distribution

(18:496):
TABLE I
PERCENTAGE OF PRINCIPALS' TIME GIVEN TO MAJOR FUNCTIONS
UNDER ACTUAL AND IDEAL CONDITIONS
Grou2 of Duties
1
Administration.
Supervision • •
Pupil personnel
Clerical. • • •
Teaching. •
•
Community •
Miscellaneous •

Supervising
Actual
2
29.3
•
24.1
•
14.8
•
15.1
•
2.3
•
9.3
5.1
•
100.0

. .
..

Principals
Ideal

Teaching
Actual

24.2
27.3
17.3
3.5
2.6
11.0
4.1
100.0

10.4
6.8
5.6
10.7
59.5
4.5
2.5
100.0

~

4

Principals
Ideal
5
18.5
24.4
14.6
5.5
22.8
9.5
4.7
100.0

From the table, it appears that supervising elementary
principals spend about one-fourth of their time in supervision, but feel that about two-fifths would be a better
distribution. For teaching principals the difference is
even greater. They would like to spend one-fourth of
their time in supervision; in practice, however, their
duties are so confining that they spend only about onesixteenth of their time in supervision (18:497).
A list published in 1947 by the Department of Elementary School Principals lists 15 activities supervising and
teaching principals perform and the percentage of time devoted
to each.
Of this list the most important is helping the
teacher with her problems, followed by adjustment for individual pupils and then by visiting the classroom to observe
the teacher.

This was once considered the "heart" of super-

vision (18:494).

All of these lists show that supervision

7

TABLE II
SUPERVISORY ACTIVITIES

Supervisory Activities
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

Supervising
Principals

By helping each teacher with
her problems • • • • • • • • •
By interviewing, studying, and
adjusting individual pupils. •
By visiting classes to observe
the teaching. • • • • • • • •
By interviewing and planning
with parents. • • • • • • • •
By leading general discussions
at teachers' meetings. • • • •
By providing teachers with
extensive instructional
materials. • • • • • • • • • •
By working with groups of teachers
on problems of their own
choosing. • • • • • • • • • •
By asking individual teachers to
report at teachers' meetings •
By appointing committees of
teachers to report at teachers'
meetings • • • • • • • • • • •
By giving or arranging for
demonstration lessons. • • • •
By giving tests to classes • • •
By conducting and applying
research studies of instruction and learning. • • • • • •
By asking supervisors to
examine and report on classes.
By teaching or coaching groups
of pupils. • • • • • • • • • •
By giving lectures on instructional problems at teachers'
meetings • • • • • • • • • • •

Teaching
Principals

97

94

84

74

79

52

77

70

71

55

70

50

51

37

51

36

51

28

36
41

17
33

30

18

27

16

19

23

14

8

8

is a time-consuming function and must be alloted for in the
the principal's total time program.

According to one authority

only three classes of persons have no need to plan: "(l)
geniuses, (2) politically secure persons who have no interest
in improvement, and (3) the helplessly incompetent" (18:493).
The school principal, theoretically, does not fit into any of
these classifications; therefore, if he is to be the educational leader of his school he must formulate, with the cooperation of the staff, a program of supervision and carry this
out to the best of his ability.

CHAPTER III
CLASSROOM VISITATIONS
I.

PREPLANNING THE CLASSROOM VISITATION

In preplanning a classroom visit, Kyte, in his book

lli

Principal~ Work states four primary considerations:

1.
2.
3.

4.

Determining the number of visits to the classroom that can be included in his schedule.
Determining the length of a satisfactory visit
Obtaining time for supervisory visits
Deciding on the kind of supervisory visit to
make (8:256).

Preplanning on the part of the principal insures that
he has thought through the school's needs and perhaps has
selected for emphasis a particular problem which needs attention.

Large problems, such as improvement of reading for all

pupils, would be a long range project, but the principal may
start this project by improving the remedial instruction of
the retarded children as an immediate goal.

By establishing

these objectives, the supervisory program becomes pre-oriented
rather than vague.
In preplanning the supervisory visitation, it is best
to have supervisory interviews and group discussion of visitation purposes in general and, specifically, of the immediate
objectives.

A principal must have his staff with him on

matters of supervision and can do this if the way is paved.
Neglect of this initial step will very likely cause the
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supervision process to be disagreeable and futile and could
be a prime factor in faculty unrest (9:270).

Morgan states

that "Teachers welcome supervision just to the extent that
they are made to feel in the interview that the principal
wants to help them rather than merely get something on them"
(9:273).
The principal should think through the purpose of the
visit:

why he is visiting, what he hopes to accomplish, and

what he will look for in the visit.

The supervisory visit to

the classroom by the principal is one activity marked by personal relationships.

The interpersonal relationship must be

successful if the visitation is to be worthwhile in promoting
effective learning (8:255).
According to Farley, the observational visit to the
classroom has four main reasons; these are:
1.

Evaluating the educational product in the light
of accepting objectives of education, that is,
are our pupils evidencing the type and amount of
growth that is deemed desirable?

2.

Studying the teacher-learner situation to determine the antecedents of satisfactory and unsatisfactory pupil growth and achievement. In other
words, it is as important to know why pupils are
evidencing desirable growth as it is to know why
they are not evidencing desirable growth.

3.

Improving the teaching-learning situation.

4.

Evaluating the objectives, methods, and outcome
of supervision (4:121).

The basic idea of constructive supervision, restated

11
by authors every few years, always contains the same main
thought,

11

To inspire the teacher while in service so that she

may be able to serve the child to better advantage" (16:354).
This writer has found during his research that many authors
feel that "the principal who carries on supervisory activities
is presumed to be an educational leader."

This statement

would be hard to accept unless the situation aided the teacher
being visited.
II.

THE VISIT

Five types of visits are commonly used by principals:

1.

Unannounced,

2.

On call,

3.

Announced,

4.

Scheduled,

5.

Planned

A doctoral study conducted in California reported that
the most commonly used supervisory visit was the "unannounced"
type.

The statistics state that a little over 60 per cent of

the California Elementary Principals most frequently used this
type of visit.

The next most used type of visit was the "on

call," with about 40 per cent of the principals using this
method most frequently (14:145).
III.

NOTE TAKING
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During the classroom visitation the principal may or
may not take notes on topics or questions for use during the
follow-up conference.

Kyte's The Principal l!£..

~

forms which could be utilized (Figures 1 and 2).

gives two

There are

many disagreements about taking notes while observing, but
this is outside the scope of this research.
Guide !Q. Supervision in

fu

Reeder, in A

Elementary Schools, sums this

writer's views when he states:
Whether or not a supervisor should make notes during
the recitation is a moot point which is comparatively
unimportant. It seems obvious that if the making of notes
by the supervisor disturbs the teacher, no notes should
be made; if it does not disturb the teacher, then there
is no objection to it. The teacher should make the final
decision in the matter" (12:173).
Sowards' study asked this question:

"Is a record

made in the classroom during your observation?"

About 90 per

cent of the principals answering this question say they do not
make a record during the observation (14:173).

This entire

problem will be up to the individual supervisor and his staff.
IV.

IDENTIFICATION OF PROBLEMS

Sowards' study shows that a primary reason for supervision of a classroom is to help teachers identify their
problems.

Sowards gives an informative graph of percentages

of principals who do help their teachers in this area (Figure

3).
"While principals in 1951 who reported in this survey
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--------------- -------------------------- -----------

Teacher

Date

Grade

Time

Ventilation

Appearance

Materials

Atmosphere

Preparation

Attitude

Reports

Skill

Cooperation

Influences Community
Worth

Health

Management

Training

Accomplishment

Plan

Present ation

Assignment

Economics

Attitudes

Performance

Discipline Citizenship

'

.

'

Room
Personality
Teacher

Growth

Teachinsi

Puoils

Methods

Unit

Discussion Devices

Lessons
Aptitudes
Talents

.

Remarks:

(8:263)
Figure l
Observational Check List
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-------- -------

-- ------------

DATE •••••••••••• SCHOOL ••••••••••••••• TEACHER •••••••• GRADE ••••
LESSON OBSERVED ••••••••••••••••• EXTENT OF VISIT ••••••••••••••
To what general learning type does the lesson belong?
• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •
BOTH TEACHER PUPIL NOBODY
Who
Who
Who
Who

did
did
did
did

• • • •

the
the
the
the

.

purposin ?
planning.
organizing?
judging of values?
• • • • • • • • • • • • • • • • • • • • • • • • • •
YES DOUBTFUL NO

9

Did teaching methods correspond to
the learning types?
Did subject matter meet pupil's
present and life needs?
Did pupils know what was expected
of them in preparing lesson?
Were pupils working consciously
toward a known goal?
Was the assignment provocative of
interested, purposeful study?
Was the studying an active, vigorous
process?
Were pupils using a variety of
reference material?
Were comparisons made and applications
based on past learning?
Did pupils ask questions freely about
all things interesting them?
Did pupils maintain their interest
during the period?
Did their studying evidence satisfactory progress?
Could they interpret and apply the
materials learned?
Were differences in ability utilized
in the learning activity?
Were new problems raised for attack
as an outgrowth of learning?

. . . . . . . .

GENERAL REMARKS:

....

. .

.. . ..
~

. . . . . .

....

.

- - - - - - - - - - - - - - - - - - - - - - - - -(8:264)
--- --Figure 2
Observational Check List
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Do you help
teachers to
identify their
problems

Non-teaching Principals*
1933 Generally
1951 Generally
Teaching Principals**
1933 Generally
1951 Generally

~-%------65

75

85

*Per cents are based on 283 principals reporting in 1933;
595 in 1951
**Per cents are based on 90 principals reporting in 1933;
40 in 1951 (14:114).
Figure 3
Percentage of Principals Aiding
Their Staff in Identification
of Problems

95
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were helping teachers to identify their problems, a greater
percentage of principals in the 1933 study stated that they
were operating in this area of the supervisory program"
(14:114-115).

From the percentages presented in this graph,

we can see that principals are active in helping teachers
identify their problems, but not to the degree found in 1933.
Another study concerned itself with teacher opinion of
supervisory practices of elementary principals in a large
county of the South.

The study ~overed the areas of communi-

cation, human relations, and leadership--with the following
results:
47% of the teachers did not believe they were consulted
on schedules or program change.
43% of the teachers did not think faculty meetings
were used for thinking and working together.
30% of the teachers did not feel that the administrator did anything to create a friendly emotional
climate for children.
35% of the teachers did not think that the principal
tried to develop the faculty into a friendly,
enthusiastic team.
35% of the teachers did not feel that teacher effort
was recognized or that credit was given for achievement.
47% of the teachers did not engage in problem-solving
activities with the principal.
52% of the teachers did not seek assistance from the
administrator in overcoming specific weaknesses.
41% of the teachers did not believe program changes
were based on evaluation.
38% of the teachers did not feel that many attempts
were being made to decrease the pressure of the job.
42% of the teachers said that teachers seldom or never
received the type of leadership that stimulates
them to do their best work.
Principals may not behave this way, but their actions are seen
this way by their teachers (19:3-4).
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Another study, by E. C. Hunter, concerning the attitudes
and morale of teachers in the public schools of a large city,
points out problems of helping teachers improve the learning
situation for boys and girls.

The following list is a summary

of their responses.
49% stated that general working conditions did not
encourage them to give their best services to
classroom teaching.
34% did not often seek adviee or counsel from their
principal.
36% did not consider the quality of supervision in
their school as constructive and conducive to the
improvement of teaching.
42% did not believe their work was properly evaluated
by the administrative and supervisory personnel.
39% did not believe the administration and supervisory
staff assisted and cooperated in every way possible
in the performance of classroom duties.
46% did not feel free to follow the course of action
which they felt would be beneficial to themselves
and their pupils.
42% did not feel encouraged to make constructive
suggestions on school policies and practices.
41% did not derive inspiration and encouragement in
personal and professional relations in the system
(19:4-5).
"These responses were made in spite of the fact that 87% of
the teachers stated they were encouraged and aided by the
system to attend workshops and study groups in order to study
professional problems" (19:5).
V.

TEACHER OPINION OF SUPERVISION

All teachers do not feel the same about the supervisory
program no matter how the program is operated.

Much of the

teachers' views of supervision will be based on how their
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own supervisor acts in dealing with the individual teacher.
An example of the wrong type of supervision is given
in the N.E.A. Journal, Vol. 41, 1957:

"The principal sat in

the teacher's classroom and watched her teach for a while.

He

then told her what was wrong with her teaching" (17:91-92).
This type of supervision usually does not stimulate the
teacher to improve her techniques or aid her in professional
growth.
Supervision is a skill which needs to be learned by
experience.

The principal acquires the knowledge of super-

vision by long periods of observation of his teachers in
order to see what is going on within the classroom and what
the teacher is accomplishing (9:269).
VI.

ACTIVITIES OBSERVED AND TIME SPENT IN PREPARATION
Sowards' study reported that principals in California

observed reading and social studies most frequently, regardless
of the size of the school (14:140).

The statistics presented

show that 54 per cent of the California Elementary Principals
observed reading most frequently and 44.9 per cent observed
social studies most frequently.

These statistics are pre-

sented in Table III.
The time spent in preparing for the classroom visit
was also presented in Sowards' study.

The statistical break-

down of the time for preparation is shown in Table IV.

Of

.J.. d.U.J..t::

.J...J...J..

Activities Observed Most Frequently During Supervisory Visits
(Reported By Status of Principal)
1951 Study

What activities do you
observe most frequently

Part-time
Teaching
Principal
No.
%

Full-time
Teaching
Principal
No.
%

55.8*
45.8
21.8
19.4
4.6
3.2
6.0
9.9
1.6
3.4
.8
.6

16
17
7

15
11
5

2
2
1
1

4.9
4.9
2.4
2.4

1

12.1
9.1
3.0

0

0

1
2

3.0
6.1

1.2

1

2.4

1

3.0

Non-teaching
Principal
No.
%

Reading
281
Social Studies
231
All
110
Arithmetic
98
Language - Arts
23
Spelling
16
P.E. - Playground
30
3 R's - Fundamentals
50
Art - Crafts
8
Music - Rhythms
17
Science
4
Kindergarten - Primary Gr.
3
Misc. - Shop, Sewing, Club,
etc.
6

4

3

0
2

3

39.0
41.5
17.1
9.8

4

7.3

2

0

0
4

4.9

7.3

3

Total

%

No.

45.5
33.2
15.2
12.1
6.1
0

3+2
259

122
106
28
16
36

54.0

44.9

21.1
18.3
4.8
2.8
6.2

56 . 9. 7

11

19

2.0

3.3

6
6

1.0
1.0

8

1.4

Total respondents

504

41

33

578

No response

104

2

24

142

TOTAL

608

:20

62

725

*Per cents are based on the total number of principals responding to the question (14:139).
t-'
\.0

Table IV
Time Spent In Minutes Preparing for the Classroom Visit
(Reported by Status of Principal)
1951 Study
How much time (in minutes)
do you spend in preparing
for the classroom visit

- - - -

Non-teaching
Principals
No.
%
8.4*
44.0
29.3
14.4
.8
.5
2.3

Part-time
teaching
Principals

No.

%

-------

··-

Fu.Il~time
Teaching
Principals

No.

16.7
30.0
30.0
23.3
0
0
0
0

12

•2

5
9
9
7
0
0
0
0

100.0

30

100.0

30

%

Total

No Time
1-10
11-20
21-30
31-40
41-50
51-60
Over 60

32
168
112
55
3
2
9
1

Total responses

382

No response

226

20

32

283

TOTAL

608

50

67

725

Median

10.0

11.6

4.3

9.8

8

6
4
0
0
0
0

%

No.

40.0
49
36.7 -1e5
20.7 127
66
13.3
0
3
0
2
0
9
0
1
100.0

11.1
41.9
28.7
15.0
.7
.4
2.0
.2

442 100.0

*Per cents are based on the total number of principals responding to the question (14:133).

I'-,)

0
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the principals reporting on this study, 41.9 per cent take
from 1 to 10 minutes in preparation, while 28.7 per cent of
the principals take from 11 to 20 minutes in preparation for
the visit.
For comparing time of preparation for the classroom
visit spent by 1933 and 1951 principals of California Elementary Schools, the writer has reproduced from Dr. Sowards'
study the graph, Figure 4.
The non-teaching principal of 1933 spent about 20 minutes in preparing for the visit; the non-teaching principal
of 1951 spent about 10 minutes in preparing for the visit.
As can also be seen in Figure 4, the full time teaching prinof 1933 spent about 4 times as long in preparing for the
visitation as did the 1951 principal.

VII.

AVERAGE LENGTH OF SUPERVISORY VISIT
AND NUMBER OF VISITS PER MONTH

In Figure 5, we can see the average length, in minutes,
of the supervisory visit.

The non-teaching principal in 1933

spent about 26 minutes on each visit in the classroom while
the principal in 1951 spent about 21 minutes each visit.
These times, very similar, may suggest the average length of
time that any principal spends in the classroom for one
visitation.
Also in Figure 5, the average length of time for the
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Non-teaching Principals*
How many minutes
do you spend in
preparation for
supervisory
visits

19 33 median ~
.·
1951 median -==:ro::::o:_m_i_n_____
0
10
20_____3_0_

Full-time teaching principals**

1933 median
1951 median

-=====

_ _ _ _ _ _ _l--;6r--•....,8,-m"'!"i._n....._ _
4.3 min.
0
10
20
30

"<Medians are based on 218 principals reporting in 1933; 328
in 1951.
*"<Medians are based on 52 principals reporting in 1933; 30
in 1951 (14:183).
Figure 4
Average Number of Minutes of Preparation
Per Supervisory Visit

23

Non-teaching Principal*
What is the
average length
of minutes of
your supervisory
visit

1933 median
1951 median

.26.9
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~2~1~•~6_m=in~-~•ll!mll------......
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Full-time teaching Principal**
19 3 3 median
1951 median

_____

~ 4.......m_1._·n....,..■.....,,,......,,....._
8.9 min.
0
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30

-A-Medians are based on 263 principals reporting in 1933; 562
in 1951.
*">\Medians are based on 71 principals reporting in 1933; 41
in 1951 (14:184).
Figure 5
Average Length of Supervisory Visit

40
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visit of the full-time teaching principal is presented.

In

1933 the full-time teaching principal spent 17 minutes per
visit to the classroom.

The full-time teaching principal of

1951 spent 8 minutes per visit.

This would indicate the prin-

cipal of 1933 spent about twice as much time per visit as did
the principal of 1951.
The number of visits per month varies greatly between
the non-teaching principal and the full-time teaching principal.

The full-time teaching principal does not have the

time to make supervisory visits to other classes.

Figure 6

shows the difference in the number of visits per month.

The

non-teaching principal of 1933 made about 30 visits per month;
the non-teaching principal of 1951 made about 22 visits per
month.

This difference of 8 visits per month might indicate

an increase of administrative duties.

The writer, however,

has no research on which to base this assumption.
The full-time teaching principal of 1933 made about 8
visits per month while the teaching principal of 1951 made
about 6 visits per month.

This can be explained quite easily.

The full-time teaching principal could not take the time from
his classroom to visit the other teachers in his school.
Regardless of what subject the principal observes or
why he is doing the observing, we should remember this basic
principle:
The principal's purpose in observing the classroom
activities should be to determine the strong points that
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Non-teaching Principals*
How many
supervisory
visits do
you make per
month?

1933 median
1951 median
0

Full-time teaching Principals**
1933 median
1951 median

-----__,~,...:~5- - - - 0

10

20

30

~edians are based on 264 principals reporting in 1933;
494 in 1951.
*'>\t-1edians are based on 64 principals reporting in 1933;
54 in 1951 (14:183).
Figure 6
Average Number of Supervisory Visits Per Month
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he may encourage the teacher through definite truthful
conunendations, and to locate the problems, difficulties,
failures and lacks in order to be able to give definite
help where needed (15:66).
If the teacher will recognize the principal as a friend
and assistant in solving her problems, she should not worry
when he comes into her room.

In some cases "a teacher may

see the supervisory visit as a threat to his individuality;
another teacher may think of it as a source of assistance and
support" (19:3).

If the proper feelings of trust and respect

of individuality have been established and the criteria of
the observation have been democratically established, the
observation of the teacher will be beneficial to her.

CHAPTER IV
EVALUATION OF THE SUPERVISORY VISITATION
THE POST OBSERVATION CONFERENCE
The nature of the conference after an observation
should be constructive.

For the principal to just tell the

teacher what is wrong with her teaching will do neither
teacher nor principal any good.
Planning the post-observation conference is a vital
job of the supervisor and teacher. Each participant
should come to the conference prepared to analyze the
situation, first in terms of the problem which motivated
the observation. Each should try to be as objective as
possible (3:60-61).
A universal complaint is that supervisors impose
their ways of doing things upon us. They give us specific
techniques to follow and insist that we use them. But
equally widespread is the contradictory statement that
supervisors are so vague and general in their suggestions,
why don't they get down to brass tacks--tell us exactly
what to do--give us specific directions (2:569)?
These two types of supervisory practices do not stimulate
teacher growth.
The principal should thoroughly prepare for the conference.

He should, if he does not know the teacher very

well, consider many aspects of the teacher and of himself:
(1) the teacher--her personality, training, experience,
ability, general attitude, professional attitudes, and
professional achievement; (2) her teaching--strengths and
weaknesses in the complete teaching act, in related
instructional skills, and in the effects produced on her
pupils; (3) the principal--his personality, training,
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experience, ability, attitudes, and supervisory skill;
and, (4) the constructive help to be given the teacher
(8:275).
It is not the principal's place to criticize, but to
aid in teacher growth.

There should be a mutual understanding

at the conference, and established objectives as to what the
teacher and principal hope to accomplish.

The conference

should be a free discussion period where constructive criticism may be offered and accepted impersonally and sympathetically.

The points included in the conference should be

structured to meet the specific needs of the teacher and her
pupils (8:52).
The two persons participating in the conference must
understand that the conference is for the improvement of
instruction.

They could base the understanding of the con-

ference on the following five topics:

1.
2.
3.

4.
5.

Define clearly the subject under discussion,
Reach a mutual agreement on educational viewpoints,
Develop cooperatively a solution of difficulties
discussed,
Recognize high standards of professional success
and,
Agree on the improvement to be undertaken (8:271).

If these basic principles are accepted by the teacher
and principal, the conference should be successful.
Sowards' study reported that the principal in 1951
would use an individual conference situation as the best time
for stimulating professional growth of teachers.

Informal

conversations for the second best method and the third best
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method would be to employ staff meetings.

This is a different

approach to aiding the teacher than was utilized in 1933.
According to Sowards' study, the principals of 1933 would use
assistance of the supervisors as the best method to stimulate
professional growth, followed by suggested professional reading and visits with experienced teachers as the second and
third best methods (14:122-123).
Kyte states that "One of the most common helps which
the principal may give the teacher is a selected reference-an article, a chapter, a monograph, or a book.
should be sure that:

The principal

(1) the reference is explicitly helpful

to the teacher regarding the points discussed; (2) she understands how to get the values out of the reference; and (3)
she can read or study it with profit when she puts forth a
reasonable amount of effort" (8:283).
The quote from Kyte does not agree with the study that
Sowards conducted of the California Elementary Principal.
Sowards reports that the three most often used or suggested
"helps" for teacher improvement as reported in the 1951
survey are:

(1) Cooperative planning, (2) assistance of the

supervisor, and (3) visits with experienced teachers.

The

percentage of principals reporting utilization of numbers 1
and 3 has more than doubled since the 1933 survey was made.
We can infer from this information that "prescriptive" type
of assistance to teachers is giving way to a more "working
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together on common problems" approach to increased professional
growth.

This change is a desirable direction and is to be

encouraged (14:124).

The graphic picture of these facts has

been reproduced by the writer and included in Figure 7.
II.

NOTE TAKING DURING THE CONFERENCE

During the interview the principal may or may not take
notes of the conference.

A record form that could be utilized

by the principal is given by Kyte, Figure 8. "The record of
the conference contains:

(1) brief memoranda regarding the

observed lesson, (2) items included in the conference, (3)
nature of assistance given to the teacher, (4) her reactions
to the criticisms and suggestions, and, (5) memoranda of
additional help to be planned for her" (8:284).

If this form

is used, the teacher should receive a copy, excluding the
teacher's reactions to the conference.

The principal will

keep his copy with the records on the teacher, so they can
be used as a guide to teacher growth.

"Use of supervisory

records for administrative purposes represents a misuse creating one of the real threats to the establishment of supervision as a genuine service function" (3:99).
The importance of keeping records of principal and
teacher conferences is stated by Barr, Burton, and Brueckner:
"Every person with leadership responsibility should be
expected to furnish tangible evidence of the effectiveness
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Figure 7
Suggested Helps For Teacher Improvement
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Correspondence
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*Percents are based on 282 principals reporting in 1933; 595
in 1951 (14:118).
Figure 7 (continued)
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CONFERENCE RECORD

------------------

NAME

DATE

-------TIME
--------

SUBJECT

Notes preceeding conference:

Topics discussed:

Directions and suggestions:

Teacher's reaction in conference:

(8:284).

Figure 8

A FORM FOR A RECORD OF A SUPERVISORY CONFERENCE

34
of the improvement program that he proposes and puts into
operation" (2:753).
There are a number of questions a principal can ask
himself about the supervisory procedures within his school:
1.

Are we getting into classrooms to observe
and to secure first hand knowledge or problems
and growth?

2.

Do we plan conferences with teachers regarding
their efforts and needs?

3.

Do we know enough about what is going on in
each class to give guidance to others coming
into the school to help teachers?

4.

Are we aware of the plans teachers and children
are making?

5.

Are we keeping records of our work with teachers
so that long-term goals may be kept in sight?

6.

Do we commend and encourage each member of the
staff and recognize the fine things that are
going on? (3:264).

CHAPTER V
SUMMARY AND CONCLUSIONS
I.

SUMMARY

The supervisory position of the principal, ever
changing, is an all-important position within the school
system.

The principal should strive for greater learning on

the part of the teachers so the students will gain the knowledge that is so important to them.

"The improvement of

teachers is not so much a supervisory function in which
teachers participate as it is a teacher function in which
supervisors participate" (2:10).

II.

CONCLUSION

The facts presented in this paper show that the principal serves in a supervisory capacity.

No longer is his

duty primarily clerical in nature; he is the educational
leader of his staff.

His leadership is indicated by the

degree to which he is able to improve instruction.

One good

method of improving instruction is through classroom supervision.
The basic premise of the supervisory duties of the
principal is that aiding teachers to identify their problems
stimulates the total learning situation of the child.
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TIME FOR SUPERVISION
A Sample Weekly Program for Elementary-School
Principals
Time
8:00-8:15

Monday

Tuesday

8:15-8:30

• • • • • • • Building Inspection • • • • • • • •

8:30-9:00

• • • • Conference with Teachers-Enrollment •

9:00-9:30

• • • • • • • • • Office

9:30-10:00

Wednesday

.

Thursday

..

Conference
with Music
Supervisor*
Playground. •

Friday

..

. . . . . . . . .

10:-10:10

• • • • • • • •

10:10-11:

Reading*

Reading*

Reading*

Reading*

Reading*

Lunch

Lunch

Lunch

Lunch

Lunch

•

• • • • • • • •

11:-11:30
11:30-12:
12:-12:30
12: 30-1 :oo
1:00-1:15

Assign work to clerk

Club

Assign work to clerk

1:15-1:30
1:30-2:00

. . . .

.

2:00-2:10

• • • • • • • •

Playground. • • • •

2:10-3:00

Drawing*

Drawing* Drawing* Drawing*
Conference
with Drawing
Supervisor
Professional P.T.A.

3:00-3:15
3:15-4:00

Faculty*

•

Drawing*

4:00-5:00

Study Course

*Scheduled time for supervision equals 575 minutes per week,
or 115 minutes per day (15:33).

